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Labor

CI-P News

Bend the Curve

The Year in Review
I am writing this on
the last day of 2008
and on the threshold
of a new year — a
good time to look back
at all our accomplishments for 2008 and to
look forward to what 2009 may
bring.
We spent a lot of time this year
developing and piloting new approaches and materials for Bend-theCurve.
The BTC steering team
worked long and hard on finalizing
the Development of Practitioners
(DOP) curriculum, with the intent of
enabling Continuous Improvement
Practitioners to deliver the training
without the help of external consultants. Although this was the first
year that we did not offer a DOP
session, we look forward to delivering a newly designed session in 2009
by internal staff.
We did, however, design, develop,
and deliver our first Practicum in
Lean Management which included
class time, practical problem-solving
and study missions. We are in the
process of planning more sessions.

BTC continues to improve the
methods and tools it uses. Several
new tools and improvement strategies were developed this year. The
first was a new VSM strategy designed to be more customer focused
and interactive. This was piloted
with several different teams and the
results were successful.

— Walter E. Lowell
We brought customers into the
process by designing sessions that
enabled them to map their experience with their systems — in this
example, PDD/Autism. The data
collected was then used as part of
their future state mapping of the
PDD/Autism service delivery process.
This proved to be a very enlightening experience for staff and
a productive way to develop improvement ideas for the process.
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In addition, we deployed A3
Thinking as a new core strategy.
A3 Thinking provides a structured
approach to problem-solving.

Our strategy has been to work
with teams and introduce them to
A3 methodology, assisting them in
understanding and using this problem-solving tool. We have been delighted to see teams begin to use
the A3 approach in their own dayto-day work.
DHHS BTC also began to reach
out to other states and countries
(New Brunswick, Canada) by starting an ongoing multi-state teleconference. This group which includes
Iowa, Minnesota, California, New
Brunswick, Ohio, and Oregon is in
the process of planning an International Lean Government Exchange
conference in Iowa next summer.

Cont’d on p.5 —

Special points of interest:

● Next Clinicals
January 16
February 20
March 20
April 17

● More Miller workshops planned for
2009 !

-

Practicum in Lean Management Study Missions
As part of the Practicum in Lean Management
class, the Office of Lean Management organized two initial study missions for the participants during the month of December. The
agenda for both missions included an overview of the companies, a tour of the manufacturing facility, and a question & answer period.

Jotul — December 4, 2008
Six DHHS employees traveled to Westbrook to
meet with Lean representatives from Jotul,
one of Norway’s oldest industrial companies.
Jotul, founded in 1853, is a world leading manufacturer of stoves and fire places with subsidiaries in the USA, France, Denmark, United
Kingdom, Spain, Italy and Poland. The Jotul
Group has approximately 760 employees
worldwide.
Learnings from the day included:
 While praising the efforts of DHHS to start
on a Lean journey, Jotul staff acknowledged
that the change does not happen quickly. Jotul North America started their implementation
back in 2001, with the manufacturing component being the lead in implementation.
 Lean is more than a way to manage production — it is an organizational culture where
Lean thinking permeates every department,
process, and employee.
 Key to implementation of Lean is the development of incentive processes for employees.
To get the full benefit of employee thinking,
Jotul has an electronic Idea Bank where employees can submit ideas on improvement of
their work processes.
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Employees are required to submit a minimum
of 4 ideas/year for process improvements. After submission of an idea, management has
24 hours to respond to the employee on the
feasibility of the idea. Employees are educated about and receive an explanation why any
idea is not adopted.
Staff strongly recommended “Ideas are Free”
as a reference book, Jotul staff found it very
helpful in designing the Idea Bank process.
 To get front line employees and management listening to each other and to develop a
more inclusive environment, supervisors are
required to meet individually with every employee they supervise quarterly to discuss how
their jobs are going. This fosters a collaboration and partnership between employee and
supervisor, instead of the dread of “being
called to the boss’s office.”
 Jotul wanted to emphasize that Lean is not
mean. Sometimes it gets the reputation of a
way to get rid of jobs. Instead, the company
took the savings from improving systems and
managed any reductions through attrition and
retirement, resulting in no lay-offs of people.
 Some employees found it hard to adapt to
the new style, especially management people,
and some moved on to other employers.

New Balance- December 19, 2008
“You are about to see the last shoe manufacturing facility in the United States.”
Thus began our tour of the Norridgewock New
Balance manufacturing facility led by Jeff Williams, Divisional Manufacturing Manager for
the company. New Balance Athletic Shoe is a
US-based manufacturer of athletic shoes and
clothing with 2,800 employees worldwide and
sales of 1.63 billion in 2007.
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The Norridgewock factory, with the use of
Lean philosophy and practices, has made impressive gains, cutting down its work in process from 8 days to 8 hours. In this factory, a
pair of shoes is made every 37 seconds.
Five members of the recent Lean practicum
visited the factory for a tour of both manufacturing and office areas and discussion on Lean
implementation in this business.
Key to the discussion was several points:
 See all work as a process- be hard on the
process and soft on the people. First look for
problems within the process of the work, not in
the individual employee. Make your process
and work visible.
 Involve and value employee input - Front
line employees best know the processes and
systems of the work. No successful change
project can happen without their direct and
continued involvement. Listen to ideas and
acknowledge their contributions.
 Get humble - If you are a manager, be humble. Forget about the traditional way of supervision, you are not the problem solver. Supervisory roles change from a traditional direct
and control approach to a teach and coach
mind set in Lean.
 Focus on continuous improvement - Problem solving and continuous improvement become a way of work for everyone. Even
though a process seems to be working, to be a
real Lean follower continue to change and look
for answers to eliminate waste. Even a great
process can be made better.

 Do something — Lean promotes a learn by
doing philosophy where, even if you don’t
have all the answers or do not know everything about Lean, you can begin to start improvements anyway. The process of doing
naturally involves learning and results in continued questioning, research, and implicit motivation to grow further.
 Focus on the customer - know your internal
and external customers wants and needs. Involve them in the improvement process. Seek
to eliminate non value added steps from the
customer perspective.
Participants of both study missions expressed
their feeling that the experience is very valuable and leads to further thoughts of how our
DHHS processes can be improved in order to
provide for more needs with fewer resources.
Be on the look out for future study mission announcements this spring, so you can sign up
and “learn by doing.”

— Bonnie Tracy
DHHS Staff Education & Training Unit

Read the study mission participant
comments on the next page !
For more information on another Jotul
Study Mission, see the August 2008
issue of the CI-P News on the DHHS
Bend the Curve web page in the
Newsletter section :

http://www.maine.gov/dhhs/btc/
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Study Mission Comments: From Practicum Participants (cont’d from p.3)
Tera Pare — Although I’m new to the concepts and processes associated with lean management, I will
share what I learned that could relate to my work in State government:
1. Assigning a place for everything, and then labeling that place (along with a specific way to reorder supplies) is a simple solution to our problem of losing or running out of supplies. (LOVE the laminated reorder
cards). Just this week, we lost a valuable tool for sending mail out…it was not in the location it always used
to be, and the receptionist is now gone (the position is vacant and frozen), so we couldn’t ask him where he
put it; and
2. Granting the actual people performing that function the ability to problem solve works to address process issues that arise. Too often, we managers at the Drinking Water, full of good intentions, thought
we came up with a great answer to a tough problem, only to find out that we didn’t have enough specific
information about the process to really provide a useful solution. Instead, the staff became frustrated
because our solution didn’t consider Factors A, B, and C. If we had empowered the staff to work the
solution, they could apply the knowledge they have about the process to actually consider all elements
before crafting a better way.
Happy New Year, everyone! And as a little update, I received a Lamey Wellehan gift certificate and purchased some New Balance running sneakers. They’re great!
Sabrina Bowie — Well I have to say it was an enjoyable day, what I learned is not to get all caught up in
the idea that implementation should begin after a final plan, by that I mean to say, realizing that it is a continually changing concept. I would use the analogy of not getting discouraged if you paint outside the
line. The best preconceived plans do not always go the way they are planned. That we too have work in
progress and the processing of our work can be more efficient.
Kayla Colby — I thought the most important idea that they presented to us is the concept of involving all
employees. They really empower their employees to suggest ideas and to be part of the decision making
process. I thought this was great and it would be amazing if this could happen throughout all of State government. Imagine if we could suggest ideas for budget cuts to the governor.
They really listen to and support their employees and I think it’s important that we all try to do the same within our own programs.

BTC Lean Events
Date

Time

Topic

Location

Contact

Jan 16

8:15-4:30

Clinical Supervision

221 State St, 1st Flr

ASD / WEL

Feb 20

8:15-4:30

Clinical Supervision

221 State St, 1st Flr

ASD / WEL

March 20

8:15-4:30

Clinical Supervision

221 State St, 1st Flr

ASD / WEL

March

TBD

Ken Miller Workshops

TBD

ASD / WEL

April 17

8:15-4:30

Clinical Supervision

221 State St, 1st Flr

ASD / WEL

* To add or see more events or detail, go to the Bend the Curve Calendar in Outlook’s Public Folders.
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The Year in Review
Our Clinical Supervision sessions continued
every third Friday of the month with CI-Ps taking the lead in facilitating and/or designing and
delivering training opportunities for these sessions.
This past summer we decided to focus the
Clinical Supervision days to go on study missions
to companies that were deploying Lean. We visited Jotul, Brewer Automotive, Barber Foods,
and Lonza Rockland. These sessions were very
instructive and motivating and proved to be a
great success.
We also have been reaching out to community colleges to connect with their Lean activities
and look for opportunities to partner with them
in the coming year.
Over the past couple of years, we have been
working with the Common Ground grant, awarded
to the Maine CDC as part of a national initiative
by the Robert Wood Johnson Foundation
(RWJF). This national program deploys business
process analysis methods in defining business
requirements for the development of public
health information systems.
Common Ground, through RWJF’s national
program manager Public Health Informatics Institute, brings some innovative and useful tools
to assist us in our improvement work, particularly as it relates to information systems development. One focus for the last year of the grant
is to integrate these tools with BTC continuous
improvement methods and tools.
This year saw the move of the BTC office
from the Greenlaw Auditorium to 221 State
Street.
This was a long and, well, not easy process
for me, particularly since I have spent most of
Volume 3, Issue 12

(Cont’d. from page 1)
my career on the East Side Campus and left
many memories and friends behind.
But, thanks to the CO staff, we were welcomed into our new offices and a new Lean Lab.
We could not have asked for more support or
better accommodations. We have already put
the Lab to good use and are already seeing the
increasing and competing demand for it next
year.
Perhaps a most fitting event to end 2008
was having Ken Miller, the author of We Don’t
Make Widgets: Overcoming the Myths that
Keep Government from Radically Improving,
come to Maine in December to present his
unique view on how to improve State government to over 100 State of Maine staff.
It was a great session. Feedback from participants was overwhelmingly supportive, and
he energized many of us. We are already planning for a return visit in 2009.
Well, those are some of the highlights for
2008. A busy year for sure!
2009 will bring uncertain fiscal times, and
many are now talking about cuts in resources
and staff and looking to improve efficiencies
of State systems. Improving work has been
BTC’s vision since its inception. And, we have
demonstrated that the principles and methods
of Lean work.
We now have no choice but to do more with
less. The looming challenges for 2009 will require all of our best efforts. We are ready.
Many thanks to all who made 2008 an interesting and exciting year of growth for us all,
and all the best for the New Year.

—— Walter
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Notes: Clinical Supervision - December 19,2008
Welcome

The meeting began at 8:15 A.M. with Walter Lowell facilitating this Clinical, with
Clough as Scribe.

The agenda for the day planned a focus on debriefing the Ken Miller workshops & planning for future ones, and — if time permitted — continuing the A3 work from the November Clinical.
After introductions, there were some announcements, one being that the New Balance study mission being held today is for the participants of the Practicum in Lean Management, with SETU’s
Bonny Tracy as lead.
Updates:
1. DOL - Arthur Davis
a. The Service Center is interested in having a Lean opportunity (aka intervention) in January 2009.
b. Berry Dunn McNeil & Parker is planning for a lean summit in Maine, including the State’s
CIO & Deputy Comptroller.
c. Maine Occupational Research Center (Ivan Most) is looking into Lean workplaces being
safer.
2. DAFS - Rae-Ann Brann
3. DHHS - Walter Lowell
a. DHHS spokesman John Martins referred an AP call about Lean to Walter. The reporter
was from Ohio and Walter told her about BTC, including the results of the Vital Records
intervention. http://news.moneycentral.msn.com/printarticle.aspx?
feed=AP&date=20081226&id=9475931,
b. Maine CDC Division of Environmental Health managers met with Walter, who conducted
a ‘Ken Miller Lite’ discussion on Lean. This Division wants to simplify and integrate their
licensing / inspector processes.
c. EMCC (Mike Ballesteros) and BAC’s Andy Fitzpatrick are conducting Lean education.
d. Walter is leading an ongoing multi-state/province Lean teleconference. This group is
planning an International Lean Government Exchange conference, which Iowa has
agreed to host. Considering a June 2009, 3-day event.
e. Walter led a study mission of Lean Practicum participants to the Jotul factory in early
December.
The group spent the rest of the Clinical sharing ideas and brainstorming observations
about Ken Miller’s presentation in both the morning and afternoon sessions at the Elks Club.

Ken Miller Workshop Debrief & Planning
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—

contributed by Clough Toppan

In-depth discussions dealt with the following questions:
▪
▪
▪
▪
▪

How did the event go? - from the standpoint of both Content and Logistics.
How did Ken Miller impact the participants?
Did we meet our goals?
Next steps?
How should we manage interventions resulting from these workshops?

Discussion also included the feedback forms and the capacity and process for participants getting
assistance from BTC in pursuing lean opportunities. With copies kept, the improvement process
forms are to be returned to the participants, as well as an email sent about BTC follow-up.
Towards the end of the day, Arthur lead a discussion on future Ken Miller workshops, with a lot of
time spent on options for funding. The next set of workshops is tentatively scheduled for March
2009, as well as a day specifically set for CI-Ps. It was also suggested that another day might be
arranged for the private sector — State of Maine service vendors — in order to encourage and
support this approach with the “agents” of State government.
* * * A more detailed description of these discussions will be featured in the January CI-P News.

Adjourn

Walter reminded the group that the next CI-P Clinical will be January 16th, 2009.
Following a check-out, the Clinical adjourned at 4:30 PM.

Mental Models
A simple example of a mental model comes from an exercise described in The Fifth Discipline Fieldbook. In this exercise, pairs of conference participants are asked to arm
wrestle. They are told that winning in arm wrestling means the act of lowering their
partner's arm to the table. Most people struggle against their partner to win. Their mental model is that there can be only one winner in arm wrestling and that this is done by
lowering their partner's arm more times than their partner can do the same thing to
them. Argyris contends that these people have a flawed mental model.
An alternative model would present a framework where both partners could win. If they
stop resisting each other, they can work together flipping their arms back and forth.
The end result is that they can both win and they can win many more times than if they
were working against each other. (Senge, 1994)
Volume 3, Issue 12
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The primary purpose of the Bend the Curve Team
is to provide support, consultation, assistance, and
leadership in process and other improvement approaches and activities for State staff and work
teams as they seek to continually improve their
work culture, procedures, processes, and environments – in order to meet the mission of the department and the expectations of Maine citizens.

Office of Lean Management, DHHS
221 State Street
Augusta, Maine 04333-0011

We’re on the net !
http://www.maine.gov/dhhs/btc

OLM/BTC Staff:

http://www.maine.gov/labor/bendthecurve/

Walter E. Lowell, EdD, CPHQ, Director
Phone: 207-592-1606
walter.lowell@maine.gov
Julita Klavins, M.S.W.
Phone: 207-287-4217
lita.klavins@maine.gov

Continuous Improvement Practitioners:
BTC Intervention Facilitation Status

TTY: 1-800-606-0215

Additional Miller “Widget”
workshops being planned
Planning for the introductory, intensive CI-P
Bronze first level training (DOP 1-5) is ongoing with design considerations taking into account smaller class sizes
and alternative methodologies. It will be rescheduled in 2009.
Additional Ken Miller 1/2
day workshops are being planned for some
time in March 2009,
with an additional date
to focus on CI-Ps only.

DHHS

DAFS

Kate D. Carnes

L

Jorge A. Acero

O

Rae-Ann Brann

L

Nancy Cronin

C-O

Michael T. Brooker

IA-O

Wendy Christian

IA-O

Nancy Desisto

L

Deidre A. Coleman

IA-O

Rebecca S. Greene

IA-L

Jane French

L

Joan A. Cook

CL

Lyndon R. Hamm

IA-CL

James Fussell

L

Stephen C. Crate

IA-O

Alicia Kellogg

C-O

Marcel Gagne

O

Arthur S. Davis

L

Billy J. Ladd

CL

Julita Klavins

L

Merle A. Davis

L

Michaela T. Loisel

IA-L

Don Lemieux

C-O

Eric Dibner

O

Muriel Littlefield

C-L

Peter D. Diplock

O

DOT

Walter E. Lowell

L

Brenda G. Drummond

IA-O

Michael Burns

C-O

Jack Nicholas*

IA-O

Anita C. Dunham

IA-CL

Jessica Glidden

O

Ann O’Brien

L

Karen D. Fraser

L

Rick Jeselskis

IA-O

Cheryl Ring

C-CL

Timothy J. Griffin

L

Robert McFerren

IA-O

Terry Sandusky

L

Gaetane S. Johnson

IA-O

Sam McKeeman

C-O

Clough Toppan*

CL

James J. McManus

IA-CL

Jeffrey Naum

IA-O

Helen Wieczorek*

IA-O

Scott R. Neumeyer

IA-O

Bruce H. Prindall

IA-L

DEP

John L. Rioux

L

Carmel A. Rubin

Sheryl J. Smith

L

OPEGA, Legislature
Matthew K. Kruk

*

Community CI-P
L - Lead
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DOL

IA-O

IA - Inactive

IA-O

C – “Champion for Lean” -not facilitating

CL – Learning Co-Lead

O – Learning Observer
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